
 PSFSS COMMITTEE: 10-18-07 #5 
 COUNCIL AGENGA: 10-30-07 

 
TO: Honorable Mayor and City Council  FROM: Steven Hendrickson, 

Interim City Auditor 

SUBJECT: Audit Recommendation Follow-Up: 
The SJPD’s Staffing and Deployment  

 DATE: September 27, 2007 

      
 
Summary 
 
In February 2000, the City Auditor’s Office issued “An Audit of the Police Department – 
Bureau of Field Operations Patrol Division’s Staffing and Deployment” (2000 Police 
Audit).  In the 2000 Police Audit, we recommended, and the San Jose Police Department 
(SJPD) agreed, that the SJPD purchase patrol staffing and deployment software.  Patrol 
staffing and deployment software can be used to identify inefficiencies in the manner in 
which patrol officers are deployed.  One recommendation from the 2000 Police Audit 
regarding negotiating with the San Jose Police Officers’ Association to modify shift-
starting times, is still outstanding.   
 
In November 2006, based on direction contained in the Mayor’s June Budget Message 
for Fiscal Year 2006-2007, the SJPD issued the Proposed Five-year Staffing Plan: 2007-
2012 (Staffing Plan).  The Staffing Plan proposed adding 351 patrol positions over five 
years at a cost of almost $192 million.  In the Staffing Plan, the SJPD confirmed that it 
had used patrol staffing software as we recommended to help assess patrol staffing levels.  
However, the SJPD did not fully use the software to identify potential opportunities to 
deploy its patrol staff more efficiently.  Instead, the SJPD used the software to develop 
and present to the City Council only one deployment scenario.  This deployment scenario 
used the existing labor and management provisions within the current Memorandum of 
Agreement between the City of San Jose and the San Jose Police Officers’ Association; 
past practices such as established schedules, team integrity, number of shifts, shift-
starting times, and established team overlap days; and select operational goals related to 
call saturation (the probability that a call for service will be received when all patrol units 
are busy), proactive patrol time, and response time.  In our opinion, the SJPD should use 
all of its patrol staffing software capabilities, together with the department’s operational 
expertise, to develop additional patrol staffing deployment alternatives.  Specifically, the 
SJPD should analyze the impact that differing assumptions, such as the number of shifts, 
shift-starting times, call saturation, proactive patrol time, and other model components, 
have on the number of patrol officers, within the constraint of the City’s response time 
targets.  After this has been accomplished, the SJPD should present the San Jose City 
Council (City Council) with several alternative staffing deployment options and their 
respective implications and costs. 
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The 2000 Police Audit Recommended The SJPD Procure Patrol Staffing Software  
 
Our objectives in the 2000 Police Audit were 1) to validate the SJPD computerized 
staffing model’s key components and assumptions and 2) to develop computerized 
staffing models to demonstrate if opportunities existed to deploy the patrol staff more 
efficiently.  Our analysis of SJPD’s deployment of patrol officers showed staffing peaks 
occurring almost daily (with the exception of Fridays and Saturdays) during times of the 
day when the calls for service workload was declining.  In other words, there were times 
during the day when the highest number of patrol officers were working, but the calls for 
service workload was lower than other times of the day.  To analyze this condition 
further, we prepared alternative deployments in which we varied the deployment models’ 
assumptions for shift-starting times, number of shifts, and proactive patrol time.  We 
identified opportunities in the alternative deployments that appeared to improve the 
efficiency of patrol staffing and deployment.  However, our analysis was limited by data 
limitations.  To overcome the data limitations in the future, we recommended that the 
SJPD procure patrol staffing software.  In response to our recommendation, in 2003 the 
SJPD purchased Staff Wizard patrol staffing software (Staff Wizard).  However, the 
SJPD could not use Staff Wizard until 2006 because of the implementation of the 
Integraph CAD system.  In March 2006, the SJPD first used Staff Wizard as a tool to 
assist in staffing configurations during its semi-annual shift changes.   
 
The SJPD Staffing Plan 
 
In November 2006, the SJPD issued its Staffing Plan to address staffing needs for both 
sworn and non-sworn personnel.  According to the Staffing Plan, the SJPD used Staff 
Wizard to assess optimal team-based patrol staffing levels.  Specifically, the Staffing Plan 
stated that  
 
Beat Patrol 

As the single largest division within the Department and most readily visible within the 
community, the Patrol Division warranted singular analysis. To help assess optimal 
team-based patrol staffing levels based on workload, geographic layout, personnel 
availability factors, and select operational goals, the Department utilized a specialized 
software application from Corona Solutions called StaffWizard. The purpose for using 
this software application is that patrol complements can be designed to safely meet 
existing and projected workload as well as performance goals. This software program 
was acquired as a result of a San Jose City Auditor Patrol Staffing Audit 
recommendation to analyze important factors such as response time performance targets, 
proactive patrol time and call queuing (pending). 
 
The computerized model takes into consideration a number of labor and management 
provisions within the current Memorandum of Agreement (MOA) between the City of San 
Jose and the San Jose Police Officers’ Association (POA), as well as past practices such 
as established schedules, team integrity (supervisory oversight), the number of shifts, the 
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shift starting times, and the established team overlap days. Additionally, select 
operational goals related to proactive patrol time, response time targets and the 
threshold for the probability of all units being busy are also used in the model and have a 
significant impact on the number of beat officers, which is calculated to be necessary. 
 

As stated in the Staffing Plan, the SJPD used Staff Wizard to analyze important staffing 
deployment model components, including some that we were unable to analyze in our 
2000 Police Audit because of data limitations.  At the City Council’s November 28, 2006 
Budget Study Session to discuss the Staffing Plan, the prior City Auditor discussed some 
of the components and assumptions in the computerized staffing deployment model.  The 
City Auditor emphasized that it was important that City Council members understood 
that some of the factors that were in the computerized staffing deployment model could 
be varied and that these changes would also change the resulting staffing levels.  The City 
Auditor discussed the staffing model’s call saturation factor, which is the probability that 
a call for service will be received when all units are busy.  Varying the call saturation 
factor has a profound effect on staffing levels.  During the Study Session, the City 
Auditor also discussed using peak or average workload and smoothing of peak 
workloads.  Furthermore, the City Auditor indicated that varying certain factors would 
have a noticeable impact on the number of officers needed to staff the deployment.  
Finally, the City Auditor commended the SJPD on procuring the staffing software and 
noted that the City now had the capability for running different scenarios and obtaining 
different results.   
 
In addition to the above factors, there are other model inputs to consider.  For example, 
the staffing model includes the City’s service goals for response time.  While we do not 
recommend a less rigorous response time goal, we do believe that other factors can and 
should be varied, such as the number of shifts, shift-starting times, and the percentage of 
time allocated for proactive patrol time, to afford the City Council with additional 
information for policy and budget decision purposes.  We recognize that some of these 
factors may be subject to the meet and confer process.   
 
The SJPD Should Use All Of Its Patrol Staffing Software Capabilities, Together 
With The Department’s Operational Expertise, To Develop Additional Deployment 
Alternatives  
 
The SJPD can also take fuller advantage of its Staff Wizard by using one of its other 
features to generate efficiency scores to compare staffing deployments with varying shift-
starting times and/or number of shifts.  By doing so, the SJPD could identify 
opportunities to improve the efficiency of its patrol staffing deployment and improve its 
matching of staffing to workload.   
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The SJPD has voiced strong concerns about varying some of the key computerized 
staffing deployment model components and assumptions.  For example, the SJPD is 
reluctant to change the number of shifts and shift starting times.  The SJPD previously 
experimented with a new configuration for deploying patrol officers, by adding a fourth 
watch for four days of the week.  However, in November 2001, the SJPD eliminated its 
fourth watch, citing significant problems with the proper supervision of patrol officers.  
The SJPD’s experience with a fourth watch notwithstanding, we recommend the SJPD 
survey other jurisdictions to learn how they have added additional shift(s) while 
maintaining team integrity.  Also, the SJPD has concerns about varying the shift-starting 
times to times that might not be attractive to patrol officers or potential recruits.  Here 
again, we recommend that the SJPD survey other jurisdictions regarding shift-starting 
times.   
 
The SJPD is also concerned that the calls for service data in the 2000 Police Audit is 
outdated; therefore, that analysis may no longer be relevant.  Although the calls for 
service data from the 2000 Police Audit is old, the shift-starting times have not changed, 
and it appears that opportunities to improve the efficiency of patrol staffing and 
deployment still exist.  Specifically, according to the SJPD’s patrol staffing software 
vendor/consultant, the current shift deployment continues to show excess staff during 
weekday nights.  However, the Police Chief stated that addressing inefficiencies that may 
occur during the weekday nights creates other inefficiencies in the SJPD’s patrol 
deployment. 
 
We have been working with the SJPD to address the issues and recommendations in the 
2000 Police Audit.  The 2000 Police Audit’s Recommendation #1 Negotiate with the 
San Jose Police Officers’ Association to modify shift-starting times to provide sufficient 
flexibility to deploy officers in the most efficient and effective manner is still outstanding.  
In March 2007, the SJPD said they would give us access to its dispatch data and patrol 
software in order to assist them in identifying more efficient schedules necessary to 
implement this recommendation.  Based on our recent meetings and discussions with the 
SJPD, it appears that the SJPD opposes any modifications to the assumptions in the 
SJPD’s Staff Wizard staffing deployment model based on management, supervision, 
labor, shift, and scheduling constraints.  Also, the Police Chief stated that his staff has 
varied and analyzed some of the staffing model assumptions, but that the results conflict 
with the SJPD’s service delivery model.  Furthermore, he stated that his staff lacks the 
time to develop alternative staffing deployments because they are currently working on 
several high priority projects.  Nevertheless, we believe the SJPD should fully use its 
Staff Wizard to develop alternative staffing deployments and use the department’s 
operational expertise to adjust the results to account for factors that cannot be quantified.  
We recommend that the SJPD use varying assumptions related to the number of shifts, 
shift starting times, call saturation (the probability that a call for service is received when 
all patrol units are busy), proactive patrol time, and other model components, while 
keeping its response time goals constant.  The SJPD should then present these alternative 
staffing deployment options and their respective implications and costs to the City 
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Council for consideration and discussion purposes.  Finally, as applicable, the SJPD and 
City Administration should implement the 2000 Police Audit Recommendation #1 
Negotiate with the San Jose Police Officers’ Association to modify shift-starting times to 
provide sufficient flexibility to deploy officers in the most efficient and effective manner. 
 

We recommend that the San Jose Police Department: 

Recommendation #1  

Fully use its Staff Wizard, together with the department’s operational expertise, to 
develop alternative staffing deployments.  In addition, the SJPD should survey other 
jurisdictions regarding model assumptions and use varying assumptions related to 
the number of shifts, shift-starting times, call saturation (probability of all patrol 
units busy), proactive patrol time, and other model components, while keeping its 
response time goals constant.  The SJPD should then present these alternative 
staffing deployment options and their respective implications and costs to the City 
Council for consideration and discussion purposes.  (Priority 3) 
 
We have discussed this memorandum with the SJPD and the City Manager’s Office and 
they plan to issue a separate response memorandum.  We conducted the work in this 
memorandum in accordance with Generally Accepted Government Auditing Standards. 
 
I will present this memorandum to the Public Safety, Finance & Strategic Support 
Committee at its October 18, 2007 meeting.  If you need any additional information, 
please let me know.   
 

Respectfully submitted, 

 
Steven Hendrickson 
Interim City Auditor 
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cc: Robert Davis    Gary Kirby 
 Debra Figone    Laurence Ryan 
 Deanna Santana   Steven DiNoto 
























